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Carlotta Gall, “Petraeus Confident As He Leaves Afghanistan,” New York Times, July 10,2011. (\) 
General David H. Petraeus, Defense Department briefing, Federal News Service, July 12,2011. (Y) 
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FOR The Soldiers, Saïlors, Afrmen, Marines, and Civilians of NATO ISAF and US Forces- 
Afghanistan 
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SUBJECT: COMISAF"’s Counterinsurgency Guidance 


Team, here is my guidance for the conduct of counterinsurgency operations in Afghanistan. 
In keeping with the admonition in this guidance to “learn and adapt,” 1 will update this 
document periodically in the months ahead, Indeed, this edition is my first update, as 1 
received useful feedback on the initial draft from Afghan partners and also received advice 
from elders and Special Forces teams in Herat Province’s Zericho Valley. ! welcome 

* further fécdback. 


AS Tnoted during my assumption of command remarks, it is a privilege to serve with each 
of you in this hugely important enideavor, And I appreciate all that you will do in helping 
to turn this guidance into reality on the ground. 


Sécure and serve the population. The decisive terrain is the human terrain. The people 
are the center of gravity, Only by providing them security and earning their trust and 
confidence can the Afghan government and ISAF prevail. 


Live among the people. We can°t commufe to the fight. Position joint bases and combat 
outposts as close to those we*re secking to secure as is feasible. Decide on locations with 
input from our partaers and after consultation with local citizens and informced by 
intelligence and security assessments, 


Help confront the culture of impüunity. The Taliban are not the only enemy of the 
people. The people are also threatened by inadequate governance, corruption, and abuse of 
power — recruiters for the Taliban. President Karzaï has forthrightiy committed to combat 
these threats. Work with our À fghan-partners to help turn his words into reality and to help 
our partners protect the people from malign actors as well as from terrorists, 


Help Afghans build accountable govèrnänce, Afghanistan has a long history of 
representative seff-government at all levels, from the village shura to the governmiént in 
Kabul, Help te government and the péôple revive those traditions and help them develop 
Checks and balances to prevent abuses. 


Pursue the enemy relentlessiy. Together With our Afghan partners, get our teeth into the 
insurgents and don't let go. When the extremists fight, make them pay, Seek out and 
tliminate those wha threaten the population. Don't let them intimidate the innocent. 
Target the whole network, not just individuals. 3 
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Fight hard and fight with discipline. Hunt the enemy aggressively, but use only the 
firepower needed to wina fight. We can’t win without fighting, but we also cannot kill or 
capture our way to victory, Moreover, if we kill civilians or damage their property in the 
course of our operations, we will create more enemiés thân our operations éliminate. 
That's exacily What the l'aliban want. Don't fall into their trap. We must continue our 
efforts to reduve civilian casualties to an absolute minimum, 


Identify corrupt officials, President Karzaïi has saïd, “My government is committed to 
fighting corruption with all means possible.” Hélp the government achieve that aim. Make 
sure the people we work with work for the people. [they don’t, work with pariners to 
enable action, or we will appear to be part ofthe problem. Bring networks of malign actors 
to the attention of trusted Afghan partners and your chain of command. Act with your 
Afghan pariners to confront, isulate, pressure, and defund malien actors — and, where 
appropriate, to refer malien actors for prosecution, 


Hold what we secure. Together with our Afghan partners, develop the plan to hold an 
arça (and to build in it) before starting to clear or secure it. The people need to know that 
we Will not abandon them. Prioritize population security over shorf-duration disruption 
operations. And when we begin to transition fo Afghan lead, thin out rather than handing 
ofT and withdrawing, maintairiing headquarters even as we reduce combat elements, 


Foster lasting solutions. Help our Afghans partners create good governance and enduring 
security. Avoid compromises with malign actors that achicve short-term gains at the 
cxpense of long-term stability, Think hard béfore pursuing initiatives that may not be 
sustainable in the long run. When it comes to projects, small îs often beautiful. 


Money is ammunition; dont put it in the wrong hands. Institute “COIN contracting.” 
Pay close attention to the impact of our spending and understand who benefits from it. 
And remember, we are who we fund. How we spend is often more important than how 
much we spend, 


Be a good guest. Treat the Afghan people and their property with respect, Think about 
how ve drive, how we patrol. how we relate to people, and how we help the community. 
View our actions through the eyes of the Afghans and, together with our partners, consull 
with eldérs before pursuing new initiatives and opérations. 


Consult and build relationships, but not just with those who seek us out. Earn thé 
people’s trust. talk to them, ask them questions, and learn about their lives. Inquire about 
social dynamics, frictions, local histories, and gricvances. Hear what they say. Be aware 
of others in the room and how their presence may affect the answers you get. Cross-check 
information and make sure you have the full story. Avoid knee-jerk résponses based on 
first impressions. Don’t be 4 pawn in someone else’s game. Spend time, listen, consult, 
and drink lots of tva. 
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Walk. Stop by, don’t drive by. Patrol on foot whenever possible and engage the 
population, Také off your sunglasses. Situational awarenéess can only be gained by 
interacting face-to-fûce, not separated by ballistie glass or Oakleys. 


Act as oneteam. Work closely with our international and Afghan partners, civilian as 
well as military. Treat them as brothers-in-arms, Unity of effort and cooperation are not 
optional. 


Partner with the ANSF. Live, eat, train, plan, and operate together. Depeñd on one 
another. Jlold each other accountable at all échelons down to irooper level, Felp our 
ANSF partners achiève excellence. Respect them and listen to them. Be a good role 

model. 


Pramote local rcinfegration. Together with our Afghan pariners, identify and separate 
the “reconcilables” from the “irreconcilables.” Identify and report obstacles to 
reintesralion. Help our partners address grievances and strive to make the reconcilables 
part of the local solution, even as we work with our partners to identify and kill, capture, 
drive ouf, or “turn” the irreconcilables. 


Be first with the truth. Beat the insurgents and malien actors to the headlines, Preempt 
rumots. Get accurate information to the chain of command, to Afghan leaders, to the 
people, and to the press as soon as possible. Integrity is critical to this fight, Avoid 
spinning, and don't try to “dress up” an ugly situation. Acknowledge setbacks and failures, 
including civilian casualties, and then state how well respond and what wc've learned. 


Fight the information war aggressively. Challenge disinformation. Turn our enemies 
extremist ideologies, oppressive practices, and indiscriminaté violence against then. Hang 
their barbarie actions like millstones around their necks. 


Manage expectations, Avoid premature declarations of success, Noîie what has been 
accomplished and what still needs to be donc. Strive to under-promise and over-dcliver. 


Live our values, Stay true to the values we hofd dear. This is what distinguishes us om 
our enemies. We are engaged in a tough endeavor. Ît is often brutal, physically 
demanding, and frustrating. All of us experience moments of anger, but we must not give 
in to dark impuls£s or tolerate naccéptable actions by others. 


Maintain continuity through unit transitions. From day one, start building the 
information you’! provide to your successors. Share information and understanding, in the 
months before transitions. Sirive 16 aïintain operational temp6 and local relationships 
throughout transitions to avoid giving insurgents and malign actors a rest. 


£0\ 


bay Joy 


COMISAF ‘ 
SUBJECT; COMISAF"s Counterinsurgency Guidance 


Empower subordinates. Resource to enable decentralized action. Push asscts and 
authorities down to thase wlio most need them and can actually use them. Flatten reporting 
chains (while maïintaining hierarchical decision chains). Remember that ît is those at 
tactical levels — the sa-éalled “strategie scrgcants” and “strategic captains” — who turn big 
ideas in counterinsurgency operations into reality on the ground. 


Win the battle of wits. Learn and adapt more quickly than the encmy. Be cunning. 
Outsmart the insurgents. Share best practices and lessons learned. Create and exploit 
@pportunities, 


Exercise initiative. In the absence of guidance or orders, figure out wliat the orders should 
have been and éxecute them aggressively. 
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Headquarters 
International Security Assistance Force 


Kabul, Afghanistan 


08 September 2010 
COMISAF/CDR USFOR-A 


For the Commanders, Contracting Personnel, Military Personnel, and Civilians of NATO ISAF and US 
Forces-Afghanistan 


SUBJECT: COMISAF's Counterinsurgency (COIN) Contracting Guidance 


The scale of our contracting efforts in Afghanistan represents both an opportunity and a danger. With 
proper oversight, contracting can spur economic development and support the Afghan government's and 
ISAF's campaign objectives. If, however, we spend large quantities of international contracting funds 
quickly and with insufficient oversight, it is likely that some of those funds will unintentionally fuel corruption, 
finance insurgent organizations, strengthen criminal patronage networks, and undermine our efforts in 
Afghanistan. 


In view of these points, contracting has to be "Commander s business.” Indeed, | expect Commanders to 
consider the effects of our contract spending and understand who benefits from it. We must use 
intelligence to inform our contracting and ensure those with whom we contract work for the best interests of 
the Afghan people. We must be better buyers and buy from better people. Consistent with NATO and 
national contracting laws and regulations, we must: 


Understand the role of contracting in COIN. Purchases we make for construction, goods, and services 
can bolster economic growth, stability, and Afghan goodwill toward their government and ISAF. Contracts 
With Afghan firms that procure Afghan goods and services generate employment and assist in the 
development of a sustainable economy. However, if we contract with powerbrokers who exclude those 
outside their narrow patronage networks or are perceived as funneling resources to one community at the 
expense of another, the effect on Afghan perceptions and our mission will be negative. Thus, we must 
incorporate COIN Contracting topics into training for Commanders. 


Hire Afghans first, buy Afghan products, and build Afghan capacity. Use contracting to hire Afghan 
workers and Afghan-owned companies. {f we are unable to contract with an Afghan company, encourage 
companies to hire Afghans and sub-contract with responsible Afghan firms. Emulate successes such as 
NTM-A/CSTC-A's Afghan First program that created a boot making industry in Kabul. Find solutions that 
tap existing, but sometimes limited, Afghan capacity, such as maximizing the opportunities for local small 
and medium-sized companies to compete for our contracts. Adapt procedures, such as facilitating base 
access, to remove obstacles to hiring Afghans. Wherever appropriate, use in-country sourcing rather than 
imports. Look for opportunities to incorporate maintenance and repair training in existing contracts to build 
Afghan skills and to create long-term employment. Focus efforts on promoting industries with immediate 
and long-term growth potential, such as agriculture, food processing, beverages, and construction. Adopt a 
fair wage and fair price approach that minimizes market shock and inflation. Guard against “front 
businesses" that fraudulently claim to be Afghan-owned. 


Know those with whom we are contracting. Where our money goss is as important as the service 
provided or the product delivered. Establish systems and standard databases for vetting vendors and 
contractors to ensure that contracting does not empower the wrong people or allow the diversion of funds. 
Support contracting agencies and officers so they can get out in the field and buïld relationships with local 
businesses and community leaders. Gain and maintain visibility of the sub-contractor network. Contract 
with vendors that have fewer sub-contractors. Excessive sub-contracting tiers provide opportunities for 
criminal networks and insurgents to divert contract money from its intended purpose. Hold prime 
contractors responsible for the behavior and performance of their sub-contractors. Ensure that prime 
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contractors provide detailed information on all sub-contractors consistent with coalition requirements and 
with CENTCOM Contracting Command's new sub-contractor clause. 


Exercise responsible contracting practices. While we all desire fast results, haste in contracting invites 
fraud, waste, and abuse. Plan ahead, establish reasonable timelines, and ensure transparency and 
oversight so that contracting and procurement reinforce rather than detract from our objectives. 


Integrate contracting into intelligence, plans, and operations, Commanders must know what 
contracting activity is occurring in their battlespace and who benefits from those contracts. Integrate 
contracting into intelligence, plans, and operations to exert positive influence and to better accomplish our 
campaign objectives, Commanders should use COIN Contracting Management Boards to coordinate 
contracting efforts and ensure contracts support campaign goals. Commanders and contracting agencies 
should share best practices, align policies and procedures, and exchange information on contractor 
performance—positive or negative (using digitally linked CIDNE/INDURE databases). 


Consult and involve local leaders, Use local shuras and Afghan government and private sector leaders 
to prioritize projects, identify viable companies, vet potential contractors, improve oversight, hold 
contractors accountable, and provide post-award feedback to inform future projects. Work with and through 
the Ministry of Rural Reconstruction and Development to leverage existing monitoring, procurement, and 
implementation capabilities and to build long-term Afghan institutional capacity. 


Develop new partnerships. Contracts with a broader range of Afghan companies will help break 
monopolies and weaken patronage networks that breed resentment. In situations where there is no 
alternative to powerbrokers with links to criminal networks, it may be preferable to forgo the project. 
Broadly advertise contract opportunities to local communities beyond bases. When appropriate, use NGOs 
to identify potential contracting partners and train them to navigate our contracting processes. 


Look beyond cost, schedule, and performance. Evaluate the success of a contract by the degree to 
which it supports the Afghan people and our campaign objectives, Include operational criteria in decisions 
to award contracts such as the effect of the contract on security, local power dynamics, and the enemy. 


Invest in oversight and enforce contract requirements. Ensure post-award oversight of contractors and 
their performance to get what we pay for and to ensure the contract supports our mission, Because the 
number of contracts each contracting officer oversees has increased, commands must devote additional 
personnel to oversight. Designate top-performers to serve as Contract Officer Representatives and ensure 
that they are trained and understand the operational importance of contracting. 


Act. Upon identification of Jinkages between contractors and criminal networks, we must take appropriate 
actions, such as: suspension and debarment of the individuals or the company, contract termination, or not 
renewing a contract option period. Recognize that some ofthese actions may have broad or significant 
ramifications and plan accordingly. Establish rapid, flexible, and thorough processes to develop, 
coordinate, approve, and implement contract actions to end contracts that undermine our mission. 


Get the story out. We must improve our contracting practices to ensure they fully support our mission, 
However, we must also recognize what our contracting has accomplished. Our contracting efforts have 
sustained widely dispersed and high tempo operations and helped build Afghan national security capacity. 
Our contracting has also improved the lives of many Afghans, enhanced infrastructure, delivered essential 
services, supported local businesses, increased employment, and fostered economic development. 
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David H. Petraeus 

General, United States Army 

Commander, International Security Assistance 
Force/United States Forces-Afghanistan 
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